This paper aims at examining how the adoption of a new Enterprise Resource Planning (ERP) system challenges the definition of the expertise and roles of accountants within organisations. By drawing on structuration theory, as we rely on the notion of duality of structure for insights into the processes by which new accountants' practices and positions emerge, we indicate that the three levels (action, modalities of structuration, structure) and the three dimensions of structuration (signification, legitimation, domination) are a fundamental analytical device to understand such transformation.
INTRODUCTION
In the professional literature, it has been widely acknowledged that the boundaries of accountants' activities and practices are undergoing considerable changes. In particular, there is a broad debate -involving mainly practitioners and professional bodies 1 - witnessing to the fact that the traditional view of accounting is being questioned by the diffusion of large, integrated information systems, i.e. Enterprise Resource Planning (ERP) systems 2 .
To understand what this evolution would require of professional groups such as accountants is not obvious. In fact, the review of related studies does not provide any one-sided indication of the influence of ERPs on the expertise and roles of accountants within organisations 3 .
On the one hand, there is evidence that accountants' traditional role within organisations is declining, since accounting literacy, through ERPs, has become easily transferable to non-accountants, such as IS people and line managers. In fact, these information systems are contributing to the diffusion of accounting knowledge throughout the organisation, so that accountants no longer have a monopoly thereof. In this sense, the traditional view of accounting as the core of an organisation's information system is being challenged and the boundaries of accounting questioned. The fact that accountants' information provision role is declining is also testified by the recent downsizings, both in absolute and in percentage terms, of Accounting departments of many firms that have implemented an ERP system.
On the other hand, there is evidence pointing to the fact that, by leveraging on these new IT systems, accounting professionals are developing a broader role for themselves, being in charge of less data gathering and more data interpretation and consultation kind of work. In fact, ERP systems perform many of the tasks that once were part of the accountants' daily routines and have eliminated several numbers-crunching assignments, expanding, at the same time, accountants' capabilities. As a consequence, companies are increasingly looking for accountants who can use their time and expertise in areas such as strategic decision-making, business management, and information technology initiatives.
Generally speaking, as a consequence of the diffusion of ERP systems, we can affirm that we are witnessing a phenomenon of "hybridisation" 4 -between, on the one hand, accountants and, on the other hand, IS and line people -whose direction is double sided.
This is a consequence of the fact that ERP systems are enabling the codification of many accounting practices, while allowing the de-centring of accounting knowledge and expertise within the whole organisation, so that much of the traditional activities pertaining to Accounting departments may move out, either into the IT area or into the business. At the same time, given the fact that ERPs are freeing much energies and time of Accounting departments, accountants themselves may get increasingly involved into the business and into the design and management of IT systems. It is not by chance that many companies have introduced training schemes for accountants especially in these areas.
However, the result of this process of hybridisation is neither predictable a priori, nor generalisable: is it accountants who are likely to expand their roles and expertise in the field of business and IT, or, instead, is it line people and IS professionals who are going to expand their activities and competencies in the traditional preserve of accountants?
With this contribution, we propose to explore the "ambiguous" and often unpredictable consequences for accountants deriving from the implementation of ERP systems. More specifically, two main aims are central to this paper: first, to produce a theoretical understanding to illuminate the nature of the aforementioned changes; second, to provide detailed empirical evidence of such changes, thus offering advice and guidance to accountants, by means of an in-depth case study.
The choice of the research method is due to the fact that, as far as we know, all the investigations on this topic have been carried out through the use of surveys 5 , which, in our opinion, can not provide any consistent evidence of this complex phenomenon. No research has drawn upon a single interpretive case study in order to examine the issues for accountants arising from the implementation of an ERP system within the specific socio-organisational context where the system itself is adopted.
THEORETICAL FOUNDATIONS: CONCEPTUALISING THE ROLE OF IT IN THE ACCOUNTANTS' CHANGE PROCESS
In addressing the topic of the evolution of accountants' roles and expertise, we argue that information technologies (IT), and ERP systems in particular, are a fundamental catalyst for such phenomenon. Informing our research approach are our assumptions about IT, derived from the so-called "structurational model" (Orlikowski, 1992) , that refers to the fundamental contribution of structuration theory (Giddens, 1976 (Giddens, , 1979 (Giddens, , 1984 .
In fact, having acknowledged that despite a long tradition of research, grounded either on structural approaches or on action-oriented approaches, the evidence for IT's influence on organisations is often contradictory and one-sided (Markus and Robey, 1988; Orlikowski, 1992; Turati, 1997) , we argue that a structurational approach may provide a better insight on the consequences of a new ERP system for accountants.
In effect, within structural approaches, or the so-called technological imperative paradigm ( Applegate, 1996; Lipnack and Stamp, 1997; Schein, 1994) , IT is conceptualised as a material cause, as a driver of change, which is able to automatically transform organisational structures and social contexts, both at the micro and at the macro level. Such conceptualisation of IT presents a major weakness: it largely disregards the actions of individuals in developing, appropriating and changing information technologies. As a consequence, this perspective could provide an incomplete account of the dialectic relationship between a new IT system, such as an ERP, and its users, among which accountants represent an important category 6 .
On the contrary, from the point of view action-oriented studies, belonging to the sociological stream of research (Davis and Taylor, 1986; Zuboff, 1988; Bijker, 1987; Wynne, 1988; Noble, 1984; Perrolle, 1986) , IT is essentially interpreted as the product of human action rather than as an objective, external constraint. In this sense, the social contexts of organisations have a major role in driving the adoption and use of new information technologies. It follows that, in our opinion, such approach could lead to disregard one of the most important characteristics of ERP systems: their ability to potentially remove diversity of operations, practices and behaviours and give emphasis to consistency and uniformity across the whole organisation -by means of their embedded business practices -even if the management of organisational data, information and knowledge is decentralised 7 . Given the peculiarity of these applications, it would therefore be quite biased to assume that the potential for organisational change inherent in a new ERP system exclusively depends on its adhesion to the already existing social system, behavioural norms, communication models and shared meanings.
From these considerations, it follows that neither conception, taken alone, seems to be able to adequately represent the consequences of a new ERP system for accountants: the two research paradigms could lead to concentrate just on one side of this phenomenon selectively, at the expenses of others (Orlikowski, 1992) .
A third paradigm, defined IT-emergent, or structurational model (Orlikowski, 1992 ) -drawing upon structuration theory (Giddens, 1976 (Giddens, , 1979 (Giddens, , 1984 ) -seems to solve this dilemma of partiality and to conciliate the existing dualism between the deterministic and the action-oriented interpretations of IT and organisational change. According to this perspective, IT is an external force impacting on the definition of organisational structures, but its influence is mediated and moderated by human agents and by their socio-organisational background, including their habits, their communication and cognitive schemas, as well as their behavioural norms. In this sense, the relationship between IT and organisational variables is reflexive, as the occurrence of change, which is potentially inherent in the adoption and use of a new IT, depends on a dynamic, ongoing process of structuration, involving both the actions of organisational actors and the structures within which such actions take place
The structurational model has retained one of the main contributions of structuration theory, i.e. the rejection of the idea that the objective dimension of social reality (structure) and the subjective one (interaction) can be considered as separable 9 . On the contrary, they are both the medium and the outcome of each other, so that the continuity and dissolution of social order, i.e. stability and change, are the products of a "duality of structure" (Giddens, 1984) . Consequently, structure does not exist outside of action but is chronically implicated in its production and reproduction (Giddens, 1984: 373) , through a process, occurring across time and space, defined as structuration (Giddens, 1984: 376) .
Insert figure 1 In the context of our research, we propose to interpret the change in accountants'
positions and practices as a structuration process. Within such process, IT, as instanced by ERP systems, can be seen neither as pure action nor as pure structure, but rather as modalities of structuration 10 , which, mediating between action and structure, influence the structuring of socio-organisational settings. In this sense, ERPs can be considered to provide new interpretive schemes, norms and facilities, which may possibly be drawn upon in the day-to-day operations by all organisational members in order to make sense of and cope with organisational activity (Walsham, 1993) .
Hence, the change in the roles of accountants can be profitably interpreted according to three analytical dimensions. First of all, the influence of ERP systems on accountants'
roles and expertise would depend on their effect, as a new interpretive scheme, on the existing shared rules and communication patterns, which are drawn upon to make sense of organisational activities, in general, and accountants' activities, in particular.
Secondly, such influence would also depend on the consequence of the use of an ERP system, as a medium of action embodying new norms, on the reciprocal rights and obligations of organisational actors. Thirdly, and finally, the consequences for accountant would depend on the influence of the ERP systems, as a new co-ordination and control facility, that can be drawn upon by themselves and other organisational actors to command and to exercise their power on organisational activities and resources.
Our proposal for an application of structuration theory to the topic of accountants' change makes no claims as to superiority: we are especially aware of the risks of applying a meta-theory, posed at the level of society, to examine the implications of a new IT system for accountants
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. Hence, we think that by using structuration theory as an illuminating device to guide our observations, instead of proposing a forced operationalisation, can help us avoiding the risks of providing a self-fulfilling framework for the phenomenon under consideration.
THE CASE STUDY
The argument following from the discussion undertaken in the previous sections is that detailed interpretive case studies of ERP implementations are needed in order to understand the complex impact of such information systems on accountants' positions and practices. This section is built around one such study, concerning the implementation of an ERP system at Pharmacom, an Italian, medium-size firm
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. The adoption and early use of the system over a period of about two years is described and discussed 13 .
-The methodology
The primary method of data collection has been represented by in-depth interviews with all the key participants in the implementation process of the new ERP systemaccountants, managers, IS and line people -as well as with some final ERP users, at different levels of the organisation. The interviews, which have been mainly conducted as semi-structured discussions, were tape-recorded and transcribed in full
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. More than one interview was normally conducted with the most important actors, as the first one represented a fact-finding moment, while subsequent interviews were more focused, in order to seize the interviewees' opinions on the roles of other key actors, on the motivations for the occurrence of some past events, and on the possible future trajectories. Other sources of data included unstructured interviews as well as informal social contacts with participants to the ERP project.
Our site visits began during September 1999 and continued until November 2000.
Because the study was conducted after the system went live, in order to reconstruct the initial phases of the project and its implementation, documentary evidence, both primary and secondary sources, was also gathered in order to collect background data.
More specifically, the interviews were supplemented by data drawn from archival sources such as organisational charts, job descriptions, project reports, meeting reports, in-house policy documents, internal presentations as well as conference proceedings.
One fundamental data source was represented by a rich database, assembling all the documents produced by the Key Users, the Project Leaders and the IT managers of the different areas during the development of the project. This collection has been stored on the shared disk of Pharmacom's IT network and has become a true "practices repository" which, even nowadays, can be consulted anytime by everybody in the organisation 15 . All the documents of the repository are classified by area -Finance, Distribution and Manufacturing -and sub-area -i.e., for the Finance area, the following classification was established: financial accounting and management accounting (CEA), accounts receivable (CAR), accounts payable (ACP), fixed assets (FXI), costing (CST), inventory (INV) -author, date of creation, date of last modification. This classification and the documents' contents provided us not only with the possibility of reconstructing the implementation of the system without having participated, but also with some useful insights for the interpretation of the project dynamics, especially with regards to the interactions among organisational actors and to the real involvement and participation of each person versus the one declared during the interviews. It is evident that this repository, through which it is possible to access hundreds of documents, is a precious source for reconstructing the changes in Pharmacom's accounting practices after the introduction of the ERP system. In fact, one section of the database is constituted by an on-line instruction manual, with a step-by-step explanation of all the tasks for the accomplishment of single accounting processes (i.e. invoice entry) highlighting the differences with the situation pre-BPCS.
-The firm
The focus of the case study is Pharmacom
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, a medium-size firm based in Italy and owned by a German multinational group. Its headquarters are placed in Milan while the production and R&D activities are in the surrounding area. The workforce is composed by 600 people and the revenues are around 100 billion lira per year.
Pharmacom operates in the pharmaceutical sector within three different business areas:
the pharmaceutical, the veterinary and the chemical one. Hence, it is essential to mention that the type of business in which the firm is involved does not influence the findings of our analysis. It is important rather to underline that the company has been chosen -after preliminary interviews in six different firms -for two main methodological reasons: firstly, because of its dimension, and, secondly, because of the timing of our investigation. The first reason is related to the fact that, since we conducted an interpretive case study, it was of paramount importance to interview and interact with all the people who had taken a real, active part into the implementation of the new ERP system. This would have not been possible if we had centred our observations on a big firm, where the "distance" between the people who take decisions and those who implement them is often too large to collect meaningful data. The second reason is rather connected to the nature of the phenomenon under consideration, mainly in two respects. First of all, it is widely acknowledged that it is not possible to capture the complexity of the dynamics of change associated with an IT system if too little time has passed since the adoption of the system itself. Secondly, a structurational analysis of the change in management accountants' positions and practices, triggered by an ERP system, may be profitably conducted only over an adequate time-period. Therefore, the aforementioned firm was selected not only because it was at a quite advanced stage of utilisation of the new IT system, but also because it offered us the possibility to study the impact of the new ERP on accountants for two years, from its first implementation till its final settlement.
In addition to the two aforementioned reasons, we should not forget that this firm has been chosen also because it implemented a whole ERP system and not just some of its modules. From the review of relevant related literature and from preliminary fieldwork, this appeared to be a very important factor influencing the relevance of the impact of the system itself on accountants' positions and practices.
-The facts
The decision to implement an ERP system at Pharmacom was related to its acquisition by the German group Multimed
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, at the end of 1996.
In fact, as, during the due diligence, it had become clear that the main weakness of the acquirable firm was represented by its legacy system, it was decided to adopt an integrated information system as a means to completely renew the IT area, which represented a necessary pre-requisite for the acquisition .
The corporate definitely excluded SAP from the range of possible solutions. The official motivation was linked to the fact that another company of the group was implementing SAP with great difficulties. Hence, hidden behind practical matters (the implementation of SAP was considered to be more complex and to take longer time than the one of a simpler and leaner ERP system), we can easily maintain that the veto was rather linked to issues of control and visibility. According to the corporate, it would not have been possible to monitor the performance of the newly acquired firm, without, first of all, promptly implementing the new IT system after the acquisition, and, secondly, without revising the practices for the collection, elaboration and diffusion of accounting information.
With these explicit goals in mind -and, obviously, with a sense of urgency "suggested" -the low quality of the accounting information provided, and the consequent dissatisfaction of the final users,
-the need for costs reduction, especially with reference to transactional processes, which were not perceived as value-adding, -the increasing difficulties in managing, in an integrated way, the financial statement and the internal reporting, which were becoming more and more articulated,
-the urgency to offer to "internal customers" a true service of support to both their day-to-day activity and their strategic decisions.
At the same time, in line with the requests expressed by the corporate, two other projects were launched in order to revise the existing practices for the production of accounting information: the re-engineering of the processes concerning the distribution area (focusing on accounts receivable), and the redefinition of all the processes managed by the Accounting department. Also the manufacturing area was affected by this process of redesign, aimed at developing the MRP II (for purchases, production and capacity planning) and a new system for quality control, as well as at integrating more tightly production with logistics.
After a long and meticulous software selection 20 , which lasted from July till October 1997, the hardware installation occurred between December 1997 and January 1998 21 and was followed by the implementation process, which, developed on four phases and ended in December 1998.
Insert figure 2
Phase one was aimed at a clear definition of the implementation approach as well as of the key participants to the project. More specifically, the team, nominated by the Steering Committee, was composed by: a project leader (the CFO), helped by a project manager (the IT manager) and by an SSA 22 Account Executive; an IT infrastructure responsible and two IT specialists, depending from the project manager; three area project leaders, one for each single area -Finance, Distribution and Manufacturing -in charge of co-ordinating two consultants and an IT area responsible. Therefore, each project area had a leader: the Area Project Leader (APL) for Finance was the CFO; for Distribution, the APL was the head of the IT function; while for Manufacturing, the APL was a consultant of SSA, who possessed a specific know-how in the pharmaceutical sector.
Insert figure 3 Each APL was in charge of co-ordinating an area project team composed by: an IT area responsible, one SSA application consultant and one technical consultant, and a group of Key Users (KUs), each one responsible for a specific process and for managing the interfaces between his / her process and the ones owned by other KUs. The KUs of each area were divided into sub-groups, each one supported by an IT sub-group responsible.
If the first phase aimed at defining roles, activities and responsibilities within the project (as showed in the table below), the second phase was focused on the definition of Pharmacom's business requirements, and, especially with respect to the Distribution area, on the identification of the criteria according to which the BPR should be led. Also with regard to the Finance area, some process-redefinition needs were defined concerning: the renewal of the accounting set, the identification of a new structure of the Chart of Accounts, the redefinition of inter-company flows, the implementation of the Anglo-Saxon approach to inventory management.
Insert Table 1 During this second stage, the Steering Committee defined also a specific education programme to fulfil the training needs of the KUs working within each area. More specifically, such programme consisted of: a course called "C&A" (Concepts and Applications), which provided an overview not only of each single area but also of all the reciprocal connections between all the different areas, aiming at sensitising people to the problems and advantages of integration as well as to a process / inter-functional view of organisational activities; some workshops, specifically tailored on the training exigencies of the different subgroups of KUs of each specific area.
Parallel to phase two, phase three was aimed at the preparation of the prototype of the new system. As an underlying principle, it was decided not to modify the substantial structure and logic of the ERP system and, only when necessary, to develop some satellite systems to facilitate the migration of all the data from the old system to the new one. The most important activity completed during this phase was the functionality analysis, which served to establish the interventions of parameterisation on BPCS, to customise the system according to Pharmacom's needs, formerly identified through the business analysis in phase two.
Such system evaluation represented the necessary premise to phase four, which consisted in the development of all the required modifications of the system and in the confirmation of its definitive functionalities. It is interesting to mention that one fundamental output of these two phases consisted of a rich, on-line database, where all the documents produced by the KUs, the APLs and the IT managers were collected.
Such repository not only represented a powerful means to manage and co-ordinate the project, but it also served -and serves even nowadays -as a permanent reference for the new practices originated with the introduction of BPCS.
The final test of the pilot was undertaken in December 1998. The new ERP system went live on the first of January 1999.
-The interpretation
Saying that an ERP system embeds new modalities of structuration, which represent the medium through which interaction is deployed, has a number of structurational implications. With respect to our case study, such implications can be understood only by examining how extensively the new ERP was involved in the structuring of actors' working activities and practices, both facilitating and constraining their action while reinforcing the production and reproduction over time of new structures of knowledge, authority and legitimacy (Giddens, 1984; Orlikowski, 1991) . The simple recall of facts does not help us understanding how and why after the introduction of the new ERP system, accountants' positions and practices changed. As a consequence, drawing on the three dimensions of structuration theory, the aim of this section is to demonstrate how the ERP project represented a new occasion for structuring Pharmacom's reality, and how organisational actors leveraged on the new ERP system in order to produce: From the very beginning of the project, the Steering Committee aimed at clarifying to Pharmacom's workers that the adoption of the ERP did not simply imply a change in the IT applications in-use, but was rather linked to a new vision of the organisation and of its working practices. In order to create consensus on such change, the ERP was presented as a highly desirable choice as well as an essential option for the firm's success. The functionalities offered by the new IT application were not communicated neutrally but they were explicitly interpreted as substantial advantages for Pharmacom's people. In this sense, the new ERP was presented not only as "a cheap and quick solution to the Euro and Y2K problems", but also as "a unique opportunity to revise processes" and to " integrate financial accounting with management accounting". here is again on the process view conveyed by the ERP system and on the possibility to build an integrated information environment, it is interesting to notice that also standardisation is mentioned as being an important advantage connected to the implementation of the new information system. The accent is therefore placed on the fact that an ERP determines the sequence and nature of tasks executed and requires employees of all functions to adjust to the rhythm and logic of a unique information system, as working practices are embedded into the ERP and the control of work uniformity is directly built into technology.
This presentation constituted a fundamental premise to the implementation of the ERP as it contributed to construct people understandings of their future use of BPCS. The CFO was particularly conscious that by involving all the final users form the very beginning, he could actively motivate them to engage in genuine collaboration. His strategy was to engender widespread participation to the project, by presenting the ERP as a new and desirable "way of working", which would have required Pharmacom's people to overcome professional and functional boundaries. Implicitly, the CFO was communicating to workers that, with BPCS, it was not possible to hide themselves behind their specific IT systems, so that the quality of their contributions to Pharmacom would have become more visible.
In order to sense, how these inputs to change people's interpretations of their working activities got reinforced, we need also to understand how the introduction of the new ERP system changed the distribution of power among organisational actors, thus determining a new domination structure, which shaped the direction of change in favour of accounting people.
On this purpose, it is important to clarify that the new corporate set the implementation of an ERP as a necessary pre-requisite for the acquisition. The adoption of an integrated information system was therefore a consequence rather than an independent choice for Pharmacom's decision-makers, but was in itself motivating since from its success depended the firm's visibility within the group. Hence, the role of Multimed could be limited to this initial input to change. The whole process was led and managed by Pharmacom's top managers while the head quarters just supervised the project, by means of regular updating meetings with the project leader.
In particular, within Pharmacom, it was the Accounting function -and the CFO more specifically -that played a prominent role in all the decisions, both strategic and operational, regarding the implementation of the ERP. This had not been explicitly established neither by the corporate nor by the Steering Committee but resulted from the combination of some events, i.e. the renewal of the IS department structure after the acquisition and the substitution of the CFO just before the ERP project (which, in itself, represented a strong signal of change in the orientation of the Accounting function).
Interestingly, after Pharmacom had been acquired by Multimed, the IS function was completely reorganised. Prior to the acquisition, the IS department was not part of the Finance area but was hierarchically dependent from the Human Resources function.
During the first semester of 1997, before the arrival of the new CFO, a consultancy firm was appointed in order to reorganise the IS function. At that time, there were many problems concerning this department: the information systems were not only obsolete but also duplicated and, consequently, they were too complex to manage. Between seven and eight people were in charge of their maintenance, while only one person was devoted to their development, so that there were almost three years of delay on projects, as IS people were not able to satisfy all the needs and requests of the final users.
Based on this analysis, and as a consequence of the acquisition, the CEO of Pharmacom decided to re-found the whole information system area, by renewing not only the IT system but also the IT organisational structure. Therefore, parallel with the choice of implementing an ERP system, the hierarchical dependence of the IS function was replaced within the Accounting function.
Meanwhile, the new structure of the IS department began taking its final shape. This shift in the relationship between IT people and users is important since, as we will clarify in the following, the time spent studying and analysing all the functionalities required by the company to the system, and comparing these functionalities with the potentialities of the system itself, constituted a fundamental moment of real and deep learning, which contributed to legitimise the new practices and working processes conveyed by the ERP system.
In the meantime, a new CFO was hired. The substitute was selected not only because he had a strong pharmaceutical background but also because he had already experienced the implementation of an ERP system in the firm where he previously worked. The newly appointed CFO, during the first semester of his mandate, was in charge to manage also the IS department, before a new IS manager could be hired. It is interesting to notice that, during these months, all the critical decisions regarding the ERP project had to be taken and it was the CFO who was held responsible for both the Finance area and the IS one.
The selection of the new IS manager was made by the CFO, who decided to hire one of his previous colleagues. The new IS manager replaced the CFO in the management of the project for the IS area and took part in the definition of the whole implementation process approach, after having been appointed as a project manager by the CFO himself.
Therefore, it is not by chance that within the whole process of renewal, strong attention was devoted to the Accounting department. As stated in the previous description of the case, parallel to the ERP implementation, the Steering Committee launched a project for the redefinition of the processes owned by the Accounting function. In fact, even before the decision to implement the ERP, it had become evident that both processes and accounting practices needed to be revised, in order not only to reduce administrative costs but also to support, by providing more timely information, the activities of the other organisational units, especially the ones closer to the business 25 . The ERP project represented the real moment when the new orientations to a broader vision of accounting processes and to support "internal clients" were enacted. In this sense, thanks to the prominence of the CFO within the project, the new ERP became the leverage for implementing the desired change regarding the Accounting function.
We should not forget that, as mentioned by the CFO, before the acquisition, the Accounting Department of Pharmacom was still "sticking to the logic of the '70s", as the systems and practices in-use had remained unchanged. As a consequence, the users of accounting information were dissatisfied and perceived accounting activities as nonadding value. Hence, the risk of becoming completely marginalised with the introduction of the new ERP system was very high. However, rather than protecting his function from the change, the CFO actively exempted the Accounting department from We can easily maintain that this need -or better, this will -to redefine some processes and to change the orientation of the Accounting function took its force from the formal definition of the project approach, which established a new structure of legitimation. In fact, the people participating into the project were pressed to communicate, as well as to interact, according to a new inter-functional view of activities, which had been not only communicated (as described at the beginning of this section), but also encoded into the project rules, roles and responsibilities.
In this sense, BPCS was seen as supportive of new organisational principles since it was during the project that significant aspects of social conduct were redefined, as the implementation effort transformed not only communication practices, but also organisational norms and role expectations.
It was through drawing on the new system to accomplish their project work that people at Pharmacom reinforced the idea that their working activities and practices were changing, and it was through socialisation, training and experience, that they finally became dependent on the ERP to make sense of and accomplish their activities.
In fact, the clear allocation of time and people on single activities revealed to be critical for the success of the project and contributed to define the impact of the ERP on the whole organisation. More specifically, if compared to everyday activities, the project was characterised by more complex and more intense spatio-temporal interdependencies of tasks and responsibilities, i.e. inter-functionality, which, in turn, highly depended on the organisational agents' shared understanding of the new work processes as well as the new socio-organisational context, mediated by the new ERP system. On this subject, the project manager noted:
"Everyone of us knew the problems of everyone else, independently from the specific function. The system is integrated so that the problems emerging from its implementation had to be solved inter-functionally…during BPCS project we have always worked inter-functionally" (The IT manager of Pharmacom).
As a consequence, the success of the project relied heavily on the reciprocity of practices among the people involved at different levels, as well as on routinisation, which enabled frictionless encounters, effective and efficient social interaction. In this sense, how activities were distributed temporally and spatially during the project determined the conditions of their structuring and institutionalisation
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For example, during December 1998, the area teams had to meet almost everyday, at the end of their normal working time, to socialise all the implementation problems. Indeed, during the test of the pilot, this need for "reciprocity" was especially evident: any time the test was unsuccessful, the whole parameterisation had to be revised, thus requiring the joint contribution of the people of all areas. We should also mention that the head of the Management Accounting sub-function did not to participate actively into the implementation process. Effectively, in the past, many problems linked to the transparency and relevance of data and information were related to the attitude of the head of the Management Accounting sub-function who perceived the diffusion of information as a loss of power and legitimation within the organisation. His presence in the project group was inevitable but his participation was minimised so that it resulted in a form of passive resistance and lack of collaboration.
As a consequence, this people was in a certain sense "isolated" by the other people of the project group who were acting according to the principles of collaboration and reciprocity. To understand this resistance, it is also important to mention the fact that the head of the Management Accounting sub-function occupied the position of CFO before the acquisition.
Another interesting feature of the project approach is related to the fact that, it was the Key Users who were in charge of the training activity, that is of diffusing within the whole organisation the new orientations and the new ways of working learned during the project
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. This choice regarding training is very important in order to understand how the new orientation towards working practices, initially related only to the project, extended even after, to the every-day activities of organisational actors. The implementation process marked the beginning of a more comprehensive process of change, which involved not only the key-people of the project but also the people who did not take an active part in the ERP implementation.
In this sense, the implementation of the new ERP system provided an arena for the development of significant co-operative, inter-functional practices that lead dynamically to changing everyday interactions among users, and helped to sustain reciprocity of codes and behaviours as a new institutional principle, to be drawn upon even after the end of the project.
This consideration is clearly supported by the following statements pronounced by a To conclude, we can affirm that organisational actors, leveraging on the new ERP, were able to produce and reproduce:
-a new approach for organising activities and practices, which re-oriented the interactions of organisational actors according to a process view of activities and emphasised the importance of reciprocity and of working interfunctionally. Processes became the new "frameworks" for the accomplishment of organisational activities, either from an operational point of view and from a cognitive one. As KUs, people were required to communicate, use judgement and make decisions according to a process view of activities and practices they were accomplishing in the fulfilment of their positions; -a new configuration in the distribution of power, which emphasised the role of the Accounting function within the firm. This was largely a consequence of the successful leadership of the CFO during the project, who, thanks to his prominent role, retained the power to designate settings where the specific activities were to be performed, to assign specific agents to those settings at designated times, and to monitor the activities and outcomes produced in those settings, thereby accumulating more information relevant to the co-ordination and control of the reproduction processes of the new organisational routines. 
THE FINDINGS: IMPLICATIONS FOR ACCOUNTANTS
The structurational analysis of the findings indicates that the implementation of BPCS effectively occasioned the emergence of a new structure (with reference to all the three dimensions outlined within Giddens's structuration theory) by altering patterns of interaction and relationships between organisational actors during the implementation project. In this section, we aim at describing how this structuration process resulted in a durable change with regard to the positions and practices of the Accounting function.
Generally speaking, the most important changes experienced within this department parallel to the adoption of BPCS are related to:
-the partial redefinition of activities, -the modification of some practices,
-the re-allocation of practices among different positions,
-the consequent redefinition of the contents and nature of some positions.
As just anticipated, the impact of BPCS on the Accounting function has been many- Regarding the first point, it is useful to specify that with BPCS the traditional separation between financial accounting and management accounting looses its meaning, as the underlying procedures are natively integrated within the system. Consequently, also the responsibilities and tasks related to these two areas get re-organised according to a process view rather than to the traditional functional interpretive scheme, coherently with the new signification structure enacted with the implementation process. This outcome is particularly interesting since, in Italy, there has always been a clear separation between financial accounting and management accounting for historical reasons 28 . Such separation is presently reflected, in most Italian firms, into the explicit distinction of the activities and responsibilities pertaining to financial accountants and management accountants. In fact, even at Pharmacom, before BPCS, the production of management accounting information and all the related reporting activities were exclusively owned by the Management Accounting sub-function. The IT system in use was very simple: most of the data were produced outside the domain of the accounting information system and had to be subsequently integrated, for the configuration of the final reports, with other information, produced either through Excel or recorded manually. Both the system and the activity were scarcely "mastered" by the subfunction with subsequent problems in terms of transparency and relevance of accounting information.
With the new ERP, the quality of such information has significantly improved, especially with regard to all the reconciliations between financial accounting and management accounting. In fact, within BPCS, the financial accounting system (comprising the general ledger, accounts payable and accounts receivable), the management accounting system (comprising budgeting, controlling and product costing), and the reporting system (for the production of internal reports, of the reports for the different SBU and for the headquarters) are natively integrated so that the underlying information flows can be managed unitarily.
Examples of improvements in the quality of accounting information can be found also in relation to fixed assets management. In the past, at Pharmacom, depreciations had to be calculated on historical costs of assets, that did not allow to take into account the underway investment policy of the firm. Only at the end of the accounting period, it was possible to calculate the correct amounts of depreciations, which required other difficult reconciliations. Now that financial accounting and management accounting are integrated, such reconciliations are not necessary any more, fixed assets management is much simpler and the related accounting information are more reliable.
However, we should not forget that the magnitude of integration transcends the accounting area. One of the most important news regarding ERPs is the fact that their embedded practices consider as "units of work" entire processes, without distinguishing the accounting part from the operational one. As a consequence, the new process vision conveyed by the ERP system is impacting not only on the activity of the people working within the Accounting function but also on the activities of all the people working within Pharmacom on transactional processes, thus leading to a redefinition in the relationship between theme and Accounting people. As an example, the KU of accounts For example, with BPCS, Pharmacom has introduced inventory management according to the Anglo-Saxon principles: the fact that each variation of the warehouse is registered within the management accounting system is completely new and even nowadays people in charge of such activity are still learning the underlying logic. Also with regard to fixed assets management, as anticipated, there has been some important news after the introduction of the ERP system, which has led not only to the adoption of the prorata depreciation but also of the IAS principles. Finally, with BPCS, also the Chart of Accounts has been completely redefined according to the international standards. On this subject, the CFO explained: These changes are very significant because they demonstrate how, by employing BPCS, Pharmacom incorporated practices, which have been certified by external consultants and have been conceived in order to conform to the norms and standards of the AngloSaxon accounting world. The rules defining some of the accounting practices originated outside the firm are therefore embedded within the medium through which accounting activities are accomplished. In this sense, there is no longer a conceptual and physical distinction between accounting rules and their applications in everyday practices.
In this fusion, of course, accountants lose some discretion in applying the procedures for the collection, elaboration and provision of information to their internal clients, as they have to conform to a tool which prohibits execution of tasks unless prerequisite work (defined in the embedded methodology) meets the tools' completeness criteria. As a consequence, accounting professionals at Pharmacom nowadays are not fully in control of their expertise and heavily rely on the new system. This has significant implications for their ability to decouple their view of accounting practices from the ones conveyed by BPCS. To the extent accountants are unable to reflect on the practices of their work independently of BPCS's methodology, such practices become internalised and hence taken for granted by accountants themselves, as the right way of doing things.
This process of interiorisation and consolidation of the new practices, as underlined in the aforementioned comments of the CFO, was reinforced by the fact that the project team codified all these practices into the knowledge repository, formally instituting a practice methodology. In fact, as described in the previous sections, the on-line repository prescribes a sequence of tasks and deliverables, establishing guidelines to support the correct use of the new system. The formalisation of the methodology constituted a cornerstone for the consolidation of the new logic into legitimised practices, a means of controlling the uniformity of processes and results, which reinforced the disembedding properties of the ERP system.
However, even if such disembedding properties lead accountants to loose some control over their expertise and everyday activities, they also contributed to legitimise this new role of "service providers" within Pharmacom. In fact, the standardisation of practices has allowed the Finance function to claim a more consistent, quality service to all its internal clients accordingly to the intentions of the promoters of the new information system, which was viewed as a fundamental opportunity to improve the perception of the value created by the function for the whole firm. The mechanistic manner in which ERP systems view actions within a firm, that is regular, predictable, and always exact has been a powerful leverage for accountants to claim an improvement of their accountability.
Likely, the standardisation of procedures and the quite high rigidity of the system is putting a lot of pressure on its users, and on Finance people more specifically, and this is also the way BPCS assures that such accountability is obtained, as expressed in the words of one of its users: The pressures on Finance people is nowadays higher, as they are held accountable for the work done through BPCS, which ensures the work for which they are responsible is done properly, not only because people always know what level of "completeness" is required in order to produce accounting information (standardisation of practices) but also because their output is immediately visible across the firm (integration of practices). In other words, the new ERP system guarantees that Finance people act within the bounds of acceptable practice because it embodies a normalising judgement which "[…] compares, differentiates, hierarchizes, homogenizes, excludes. In short, it normalizes" [Foucault, 1979: 183] . In this way, BPCS elicited conformity to the new practices and to the new distribution of activities as well as to the new orientation of the Finance function: the system represented the means through which the desired renewal of the function got consolidated into the definition of new reciprocal rights and obligations, and, finally, of a new legitimation structure.
As a consequence of these changes, one of the positions that experienced the most important modification with the introduction of BPCS is the so-called "chief accountant". In fact, in the past, at Pharmacom, this professional was only in charge of the financial accounting activities, of accounts payable, of treasury management and of tax duties, while, nowadays, the activities and responsibilities pertaining to this position are related to the areas of: management accounting, reporting, consolidated balance, fixed assets management, inventory management. It is interesting to notice that such activities were all formerly attributed to the position-practice incumbents of the management accounting sub-function, as showed in the above figure.
Insert figure 3 Regarding the other activities managed by the financial accounting function, BPCS has not determined any modification in their contents: it has rather determined a change in the way the underlying information flows are managed, leading to a change in practices.
On this subject, it is important to notice that, before BPCS, it was the IT people who were in charge of both configuring and managing the information system. On the contrary, since the adoption of BPCS, accounting people have been able to autonomously manage the ERP system and all the related information flows, as they are perfectly aware of the way processes have been represented within BPCS, having contributed to define the criteria according to which the system has been parameterised.
Such "reallocation" is due to the fact that, with the introduction of the new ERP system, accounting people can easily manage the knowledge of the codes employed in the gathering and coding of data as well as the means to store and diffuse such information.
Consequently, for financial accountants, it has been crucial to develop a higher orientation to "internal service", as the enlargement of their positions-practices demands them to support all the other functions of the firm by not only providing the most relevant data and information but also by ensuring the most appropriate presentation form for their own purposes.
To sum This implies, for these "hybrid" positions, the acquisition of a broader vision of the firm as a whole as well as of an understanding of all the processes and events according to a double perspective, the financial accounting view and the management accounting one, so that they are really able to become the custodians of the whole organisation's information resources, with stronger commitment and participation in the operational management of the firm. Such orientation is reinforced by the fact that it is this same position incumbent who manages not only all the information flows but also the IT system supporting them, while IT people get to be considered as technical consultants. Likely, this slower pace is due to the marginal involvement of the manager from this sub-function into the project. As a matter of fact, after an initial resistance, nowadays, the people working within the management accounting sub-function are adapting to the novelties brought about by BPCS. This "constrained adaptation" is very significant in that it gives evidence of a collision between the old organisational routines, rules and practices (i.e. the old modalities of structuration) reproduced at Pharmacom until the introduction of the ERP and the new ones (i.e. the new modalities of structuration)
conveyed by the system. Such 'forced' shift also demonstrates that within the Finance area even the people who did not spontaneously leverage on the new modalities of structuration in order to reproduce a changed organisational context had to adapt to the evolution. This not only means that the reproductive capacity of the old modalities of structuration was not as powerful as the one of the modalities of structuration embedded into the new ERP system, but also that the structure of domination enacted within
Pharmacom during the project did not support the people of the management accounting sub-function who wanted to defend the status quo. It is also interesting to notice that, in order to speed up change, new people have been hired within this function.
What is certain is that the vision of the role of "management accounting" within Pharmacom has changed radically: first of all, with BPCS, strong emphasis has been placed on the level of service provided by the management accountants to the other functions of the firm, especially to line people; secondly, the management accountant is nowadays seen as the "economic consciousness" of the firm, and should therefore work in strict collaboration with managers, not deciding at their place but rather being her/ his business consultant, with a proactive role in all the strategic decision processes. (The CFO of Pharmacom).
In order to accompany this transformation, the positions within this sub-function have been redefined accordingly to the logic of specialisation by area, so that one management accountant will be in charge of plant management and R&D and another one of marketing and sales. Interestingly, these figures are being repositioned within the units they will have to monitor and support so that they will be able to work with the people of the line, to share their everyday problems.
In a nutshell, the final organisational structure of this sub-function will consist of some professionals who will be specialised by area and will be replaced within the functions they support as business consultants. Beside being a premeditated organisational choice, this is a consequence of the fact that the production of information for reporting has decreased in importance, both because the system can perform many transactional tasks automatically and because all the activities related to reporting have been replaced within the financial accounting area, so that management accountants will be able to engage more and more in the interpretation of information supporting managers and people of the line.
In brief, the new positions characteristic of the control area will be occupied by people who can use their expertise in areas such as strategic decision-making, business management, and information technology initiatives, that is by professionals equipped with a skill set exceeding the "technical" know-how, and comprising IT, communication, strategic thinking skills as well as the ability to work within, and for teams. Such "hybridisation" of 'out in the field' management accountants will determine the rise of business oriented "hybrid" professionals whose activities and responsibilities will move out into the business.
This not only means that such professionals will have to deal less with traditional accounting activities and to devote more time in understanding products and process technology, business operations, information systems, marketing and strategy, but also that they will be in charge of advising and supporting line people as internal consultants while previously they may have acted as independent monitors and controllers of the operating activities.
CONCLUSIONS
With the structurational interpretation of the case study, we explained how BPCS established a new working framework both in the software and in the implicit "rules of convinced that what it gets to represent for Accounting professionals is too much dependent on the forces which shape the hybridisation process itself and cannot be totally generalisable independently from any specific socio-organisational context. On the problem of levels of analysis concerning structuration theory see: Kling and Iacono, 1984; Markus and Robey, 1988; Orlikowski, 1992. 12 Pharmacom has implemented BPCS, an ERP system by SSA, which is considered the market leader in providing pharmaceutical manufacturing and supply chain solutions. The underlying functioning logic of this ERP is not different from the one of other integrated information systems. The main peculiarity of BPCS, however, is that it offers some pharmaceutical-specific functionalities. 13 The use of a single case study as a basis for research is very rare in this area, although there is some earlier work in this tradition (Kling and Iacono, 1984; Barley, 1990; Newman and Noble, 1990; Waema and Walsham, 1990; Orlikowski, 1991 and 1992; Walsham and Han, 1993; Barley and Tolbert, 1997 ). Yet, our choice is related to an interpretive epistemological position, according to which "the validity of an extrapolation from an individual case or cases depends not on the representativeness of such cases in a statistical sense, but on the plausibility and cogency of the logical reasoning used in describing results from the cases, and in drawing conclusions from them" (Walsham and Han, 1993: 192) . 14 We recorded more than 33 hours of interviews. In some cases, the discussions were not fully taperecorded because the interviewee preferred to talk in a more confidential way. 15 The repository includes hundreds of documents which can be analysed directly on-line or printed for a more detailed examination. 16 The name of the company has been anonymised for confidentiality reasons. 17 The name of the group has been anonymised for confidentiality reasons. 18 The Steering Committee, nominated by the corporate and by the CEO of Pharmacom, was composed by the CEO himself, the CFO, the Head of the HR department, the Head of IS and the person responsible for the Production. During the whole project, all the most important decisions were undertaken within this committee. 19 These information are included in some official presentations of the project. See also the "Cegos conference": L'ERP integrato di un'azienda farmaceutica di medie dimensioni", 8 th -9 th of June 1999. 20 The software selection process was rather articulated: one of the main aims of such approach was to involve from the very beginning the final users, who were asked, by the Steering Committee, to provide a detailed list of business and technical requirements for each of the three areas -Finance, Distribution and Manufacturing -involved into the project. Special care was devoted to examining the functionalities offered by each ERP package in comparison to the new requirements of the Finance area. As already mentioned, one of the specific motivations for the change -and consequently one fundamental driver for the software selection -was represented by the need to redesign the practices in-use within the Accounting department. 21 It is important to specify that BPCS was implemented in the Manufacturing area later on, in December 1999, because when the first implementation took place, all the people belonging to this area had already been involved in another important project, at the corporate level, for the conversion of the production assets. 22 SSA is the consultancy firm that assisted Pharmacom during the implementation of BPCS, together with IBM. 23 On this purpose, we draw on the case materials described in section 3.1. 24 Parallel with BPCS implementation, new roles were established within the function. First of all, the maintenance of the infrastructure was separated from all the other tasks and assigned to the "manager of the hardware infrastructure"; secondly, three people were appointed as "area application specialists" while also the programmers were split according to their specific competencies and assigned to one of the three areas (finance, distribution or manufacturing) in order to provide technical support to the applications specialists. 25 These objectives were clear also before the decision to adopt the new ERP system. Accounting people had already been sensitised to think about as well as streamline their activities according to a process view. In this respect, some improvements had been achieved also with the old legacy system, i.e. the time for the production of reports had already decreased from 33 days to 22 days. In this sense, the new ERP system can be considered a catalyst of a change process that had already begun, at least at the level of signification, before its implementation.
ROLES ACTIVITIES/ RESPONSIBILITIES
26 "Time-space relations are not just 'boundaries' to social activity, they are fundamental to the way that social activity is structured and 'regionalised' in time and space. In this sense, a social system is formed by interactions that take place in time (historically) and space (geographically) and which are influenced by the type and nature of resources deployed and rules invoked (structure)" (Lyytinen and Ngwenyama, 1992: 24) . On this subject, see also the definition of disembedding properties given in chapter five. 27 Together with the fact that it was not management consultants who lead the project but Pharmacom's people, this represented a great difference from what happens within the majority of firms implementing ERP systems, which usually delegate the training activity to external parties. 28 Zappa's conceptual approach became the principal framework for any accounting concept in Italy during the '20s. Differently from Besta's approach, according to which financial accounting and cost accounting were kept jointly in the same book, Zappa stated the need for keeping two separate books. In the Author's opinion, the two accounting systems pursued different aims, thus deriving from different assumptions. With this view, Zappa clearly distinguished, within accounting, financial accounting and cost accounting which implied the exclusion of internal operations' recording from the purposes of financial accounting. The consequence of this theorisation on practice was that accountants had to develop and implement an "autonomic" cost accounting system, whose role began taking its independent dignity and substance after the Second World War, forming the basis for modern management accounting in Italy. For a more detailed discussion on this subject see: Bergamin Barbato et al., 1996. 
